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ABSTRACT

The Edina Fire Departnment instituted a “power shift” of 2
par amedi cs wor ki ng weekdays, on an 8-hour shift, and
responding froma newWy constructed fire station. This fire
station was |located in what had been determ ned to be the
busi est quadrant in the city. This constituted a significant
change in operations and it’s inmplenentation net a great deal
of resistance. The purpose of this research project was to
eval uate the effectiveness of the power shift working out of
Station 2, and evaluate how well the resistance to the change
was nmanaged.

Descri ptive and eval uative research nmethods were enpl oyed
to answer the follow ng questions: (1) did the inplenentation
of the power shift operating out of Station 2 neet it’s
initial change goals, (2) what are typical causes of
resi stance to change efforts by organizations, (3) what are
recommended strategies to reduce enployee’s resistance to
change, were any of the strategies used and how effective were
they, (4) what effect did paradi gns have on the enpl oyee’s
resi stance to the change.

The procedures used in this research project included a
review of literature on the topics of organizational change,
resi stance to change, change nanagenent and paradi gns as they

relate to change; an interviewwith the fire chief who



i npl ement ed t he change; and a survey of the personnel at the
fire departnment who were affected by the change.

This research project determ ned that the change process
was statistically successful, however, it had failed in the
human relations area. The two main strategies for reducing
resi stance to change, conmmunication and utilizing enployee
i nput, had not been successfully used.

The recommendati ons were (a) to comruni cate the needs for
t he change, (b) solicit input from enployees, (c) set new

change goals, (d) periodically reevaluate the process.
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INTRODUCTION

The Edina Fire Departnment instituted a “power shift” of
two paranedics responding froma newy constructed second fire
station. The power shift was scheduled to work on weekdays
during the busiest eight-hour period of anbul ance activity.
Thi s change in personnel scheduling and vehicle placenent was
in response to the changi ng denographi cs and energency cal
patterns in the city. This was a significant change for the
organi zation and it’s inplenmentation was net with a great deal
of resistance. Now that a year has passed, this major change
in the operation of the fire departnent needs to be eval uated
to determne if the change should be nodified or
institutionalized.

The purpose of this research project was to evaluate the
effectiveness of the power shift working out of Station 2, and
eval uate how well the resistance to the change was managed.
Descri ptive and eval uative research nmethods were enployed to
answer the follow ng questions:

1. Did the inplenentation of the power shift operating out of _
Station 2 neet it’s initial change goal s?
2. What are typical causes of resistance to change efforts by

organi zati ons?



3. What are recommended strategies to reduce enpl oyee’s

resi stance to change, were any of the strategi es used and

how effective were they?
4. What effect did paradigns have on the enpl oyee’s resistance

to the change?

BACKGROUND AND SIGNIFICANCE
In 1992, the fire chief initiated a study of fire
departnment operations to identify problem areas, eval uate
services and make recomrendati ons for change. Wthin the
report presented to the city council in the Fall of 1994, the
chief identified a trend in the location and tinme of energency
medi cal calls. Approxinmately 50% of these calls occurred
bet ween the hours of 9:00 a.m and 6:00 p.m, and a densely
popul at ed devel oping area of the city, referred to as the
“Sout heast quadrant”, was producing a geographically
di sproportionately high percentage of calls (Paulfranz, 1994).
Up until this tinme all paranedics worked out of the one

fire station and all of them worked a 24-hour shift. This type
of scheduling assunes that calls are spread evenly throughout
the day and the city. In response to the findings of the
study, the chief recomended construction of a second fire
station in the Southeast quadrant of the city that is staffed
by two paranmedics during the peak demand period of the day.

The two paramedic work group is referred to as the power



shift. The goals of this change were: 1. to decrease the
response tinmes to calls in the southeast quadrant of the city;
2. to limt the nunmber of anbul ance calls transferred to other
services to below 2% of all 911 ambul ance requests;(T. R

Paul franz, personal conmunication, COctober, 1994) 3. and to a
| esser extent, attenpt to reduce the stress |evel of the 24-
hour shift paramedi cs by reducing the nunber of calls they
were responding to (T. R Paulfranz, personal interview,

Cct ober 2, 1998).

The fire chief anticipated that there would be resistance
to the change due to the firefighter’s distrust of fire
departnment and city managenent, and the natural resistance to
change (Paul franz, 1994).

The power shift was inplenented in January of 1996, while
the second fire station was being built. In February of 1997,
t he power shift noved to the new station and the plan was
fully inplemented.

Now t hat a year has past, an evaluation of the change is
needed. “Whet her a change managenment approach is working is
determ ned by evaluating the effects of the inplenentation
agai nst the goals and objectives set out in the change plan”
(National Fire Acadeny [NFA], 1996, p.2-16). This research
project will provide the fire department with a reference

point to determne if the change is ready for



institutionalization, or if it needs adjustnments to be
successful .

This research project is being conpleted as a part of the
Executive Fire O ficer Program course “Strategic Managenent of
Change”. Evaluating change initiatives is part of the Change
Managenment Model presented in the class.

LITERATURE REVIEW
Change

“The only thing constant is change and these days, change
is modem fast” (Austin, 1997, p. 15). “Change will occur
regardl ess of our efforts, so the challenge is to nanage it
for the betternent of the organization and all concerned”
(Frost, 1993, p. 122). Fire departnents need to anticipate and
accept change. “No departnent can enjoy self-determ nation
wi t hout a progressive diet of intelligent change” (Tehone,
1991, p. 90). Frost warns, “The outcones for organizations
t hat don’t change, resist change or can’'t change from a
segnental ist structure will be a significant |oss of resources
and perhaps even privatization of service delivery” (1993, p.
124) .

The ability to change is essential for any organizati on,
but it is not an easy process.

Coming up with the ideas for change and the plan for

i mpl enent ati on, even the managenent approvals - all this



is easy in a major change effort conpared to inplenenting
t he change and making it an established way of “how we do
busi ness” (Bell man, 1992, p. 88).
“Unfortunately, there are no cookie-cutter solutions to
managi ng change, as every initiative cones conplete with its
own set of challenges” (Bruegman and McGrath, 1997, P. 56).
Enmpl oyees need to be considered during any change
initiative. “Enployees and organi zati ons have reciprocal
obligations and nmutual conmm tnents, both stated and inpli ed,
that define their relationships” (Strebel, 1996, p. 87). No
matt er how necessary, change is an intensely persona
experience, and maj or changes are inevitably traumatic
(Guthrie, 1995). “Unless managers define new ternms and
persuade enpl oyees to accept them it is unrealistic for
managers to expect enployees fully to buy into changes that
alter the status quo” (Strebel, 1996, p. 87). Bell man (1992)
warns managers to not overestimate their ability to bring
about change or underestimte the organization's ability to
mai ntain itself. “If the organization's culture does not
enbrace your change initiative, the overall change efforts
will often struggle and fail” (Bruegman, 1997, April, p. 89).

Organizational Culture

Fire departnents have very strong organi zati onal

cultures. “First, fire departnents posses a degree of order



based on their paramlitary heritage. Second, a fairly rigid
structure is normally in place based on our deep roots in the
organi zational theory of bureaucracy and our scientific
managenent traditions” (Cook, 1990, p. 86). Organizational
culture consists of an unwritten understanding of how things
are done, long after the reasons have becone subnmerged in the
col | ective subconsci ous of the organi zation. This is generally
not a problem unless the organi zational culture becones
dysfuncti onal (Cook, 1990).

The fire departnment is a subculture of the parent culture
(the city). “To remain conpetitive with other cultures within
the parent or host culture (such as the parks departnent,
libraries, and the police force), the departnent nust renmain
dynam ¢ and innovative and integrate new i deas and concepts
into its culture (Cook, 1990, p. 90). This, however, is a
daunting task. “Real change only can occur if the |eader
successfully ‘unfreezes’ the old assunptions and repl aces them
with new assunptions and then ‘refreezes’ theminto the
subconsci ous of the culture” (Cook, 1990, p. 92).

Resistance to Change

“Success in creating change is rooted in respect for the
resistance to it” (Bellnman, 1992, p, 258). “Resistance is a
natural reaction to change. People on the receiving end of

change realize that resistance protects them from harni



(Maurer, 1996, p. 76). No matter how beneficial the change
woul d be to the organi zation and the enployee, it will neet
resi stance and often be sabotaged (Bruegman & McGrath, 1997,
Lesser & Spiker, 1995). Resisting the change that others are
trying to put in place is a primary way for the organi zation
to denonstrate its strength (Bell man, 1992). Sone enpl oyees
resi st because they resent having change handed down to them
ot hers honestly believe the change is unnecessary (Austin,
1997). In short, resisters fight back because they perceive
that if change occurs then they nust | ose (Maurer, 1997).
Fire departnents are in no way i nmune to resistance to
change. “Even radical and revol utionary organizations tend to
resi st change within their ranks. Miuch nore so do nembers of a
conservative operation such as a municipal fire departnment
resi st change” (Tehome, 1991, p. 90). “The ol d adage that the
fire service is 200 years of tradition, unhanpered by change
reflects attitudes we deal with every day” (Bruegman, 1997,
April, p. 86). Turner contends that the structure of fire
departnents is the major cause for resistance.
...there is a single constant in the fire service that
deserves recognition as the primary cause for resistance:
the traditional, pyramdal structure. Wiile this type of

organi zation nmay be the npost effective for fire



suppression activities, it’s not conducive to

i mpl enmenti ng changes (1987, p. 34).

Fire fighters have a nunber of “sacred treasures” that they
protect fiercely. These include established work shifts and
beds in fire stations, anong other things. When these “sacred
treasures” are threatened, the organization becones

ant agoni stic and angry with those forcing the change (Hewitt,
1996) .

Resi stance can cone in many forns. There are the “in-
your-face” resisters, they resist the change and say so | oud
and clear. The “malicious conpliance” people say they are
going along with the new approach, but covertly underm ne the
change. “Easy agreenent” is characterized by enpl oyees who
think the change is a good idea, but once they begin to grasp
what it requires in tinme and effort, resistance begins to
devel op. “Deni al” occurs when enpl oyees refuse to acknow edge
that a problem exists. Lastly, people may truly be confused
about the change, or they may sinply be using confusion as a

form of resistance (Lesser & Spiker, 1995).

Overcoming Resistance

VWhen faced with resistance, using conventional responses
may make matters worse. These conventional responses include
“force of reason”, “manipul ation” and “use of power”. Force of

reason is characterized by trying to overwhel mothers with



facts, figures and flowcharts. Manipul ati on occurs when you
find ways to get around people who di sapprove of your idea.
Managers who rely on use of power assune that resistance
shoul d be overpowered (Maurer, 1996).

Contrary to popular belief, viewi ng resistance as a wall

t hat must be destroyed is counter-productive. Traditional

nmet hods to defeat resistance, such as using force of

reason, mani pul ati on and power do not work - they nmay
even make the gap between the two sides even bigger

(Maurer, 1997, p. 9).

“By far, the npost commonly mentioned tool that change
agents should use to mnim ze resistance i s conmuni cations”
(Turner, 1987, p. 64). “Good comruni cati on can generate
ent husi asm and excitenent anong those who m ght otherw se be
skeptical and nonreceptive” (Coleman & Granito, 1988, p. 415).
Thi s comuni cati on should be verbal as well as witten.
“Firefighters want to hear what is happening in the fire
departnment and how they fit into any proposed changes from a
live person who can respond to their questions” (Hewitt, 1996,
p. 83).

“Everyt hi ng managers say - or don't say - delivers a
message” (Duck, 1993, p. 111). “Lack of comruni cation sends a
nmessage to staff and customers about how little you val ue

their input. It also creates a vacuum Runors are spawned in
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vacuunms because people feel the need to have sone control over
their circunmstances” (Guthrie, 1995, p. 62). Duck concurred
with this stating “Of course, people abhor information
vacuuns; when there is no on-going conversation as part of the
change process, gossip fills the vacuum Usually the runors
are nuch worse and nore negative than anything that is
actually going on” (1993, p. 110).

At tinmes small groups or task forces are used to help
formulate and institute a change process. Comruni cation by the
task force is essential also. “When task force nmenbers put off
conmuni cating with the rest of the organization, they prevent
peopl e from understandi ng the design principles that guided
them the |essons they |earned from previous experience, the
trade-offs they had to make” (Duck, 1993, p. 110). Lesser &
Spi ker (1995) warn that information that is supposedly limted
to a few key players | eaks out and filters through the
grapevine. The danger is that this informal network can easily
distort information and consequently provoke resistance to a
change process before it has been introduced.

Communi cati ons nmust not only exist, it nust be consistent
and constant. “If there is a single rule of conmmunications for
| eaders, it is this: when you are so sick of talking about
sonet hing that you can hardly stand it, your nessage is

finally starting to get through” (Duck, 1993, p. 111).
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Anot her key to overconi ng resistance to change is
all owi ng menbers of the organization to have input in the
process. This input nust be sincerely considered or serious
consequences can result.
There is only one managenent tactic worse than not
involving the entire group: pretending to involve the
group and then conpl etely disregarding the group’ s input.
This tactic will conpletely underm ne any shred of
confidence the enpl oyees have in the credibility of the
managenment team and is a serious violation of trust
(Ki rkham 1997, p. 121).
Agai n communi cation is a key in the process of accepting input
from menbers of the organizati on.
| f suggesti ons have been favorably received and are being
considered for the plan or for inplenentation, the
i ndi vi dual should be told and gi ven an approxi mate date
as to when to expect to see sone results of the
suggestion. If a recomendation offered by an individual
or a group is to be rejected for any reason, it is just
as inmportant - if not nore inportant - to comunicate the
reasons (Coleman & Granito, 1988, p. 415).

Leadership

“The difference between a successful innovation and an

unsuccessful attenpt to innovate quite often lies in the
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capabilities (or lack of them of managenent personnel within
a particular fire departnent” (Coleman & Granito, 1988, p.
412). “As a leader, it’s inportant for you to describe in
detail what the change will mean. Understand the chain
reactions that will result when the change is made. ldentify
who in the organi zation is going to have to let go for the
change to be successful” (Bruegman, 1997, July, p. 56).

There are basic requirenents for change that a | eader

needs to address.

“You need to set the exanple and be active in the
change process, so others in your organization
recogni ze your conmtnent”.
“There has to be sone system of nmeasurenent to track
t he progress of the change at both the big-picture and
day-to-day |l evels”.
“You need to set sone tough goals to reach out and push
your organi zation to be the ‘best in class’”.
“You need to understand that with any change, you nust
provi de educati on on why and how t he change needs to
and wi Il occur” (Bruegman 1997, April, p. 90).
A | eader cannot successfully initiate a change w thout
t he assistance of key people in the organization (Col eman &
Granito, 1988). “To successfully introduce change into your

organi zation, you nust build a support system and find
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organi zational chanpions who will carry the banner when your
not there” (Bruegman & McG ath, 1997, p. 57).

“Leading cultural change really conmes down to addressing

four key questions:
I nformati on: What is the change?
I nspiration: Wiy is it needed?
| mpl enentation: How will it be done, both individually
and organi zationally?
Institutionalization: How will we know when it’s a
success” (Bruegman, 1997, April, p. 90)?

Even after a | eader has inplemented a change, the process
is not over. “...Any change should be evaluated. This includes
nmoni tori ng, receiving feedback, and maki ng appropriate
nodi fi cati ons when the need is indicated” (Turner, 1987, p.
64). “The purposes of evaluation are to hel p nmanagers (and
el ected officials) inmprove the inplenentation of prograns,
al l ocate scarce resources, and choose anpbng prograns and
| evel s of various activities” (Coleman & G anito, 1988, p.
225). These eval uati ons assi st |ocal governments detect
operational deficiencies at an early stage. This allows them
to nake corrections prior to the deficiency becom ng a mjor
probl em ( Ammons, 1996).

Paradigms
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No single conmponent is as inportant to the outcone of any
change initiative within your organization as your
attitude and assunptions. It is therefore critical to
start with a clear understanding of the organizations
culture, as well as the organizational paradigm and your
own paradigmas they relate to the change process
(Bruegman & McGrath, 1997, p. 57).

“A paradigmis a set of rules and regulations (witten or
unwritten) that does two things: (1) it establishes or defines
boundaries; and (2) it tells you how to behave inside the
boundaries in order to be successful” (Barker, 1992, p. 32).
“I'f you' ve ever said, ‘That’'s how we’'ve al ways done it,’
you’' ve seen and stated a paradi gn’ (Hendricks, 1994, p. 46).

Par adi gns are useful in maintaining organizations by
provi ding a system of beliefs about howto relate to their
envi ronnent and survive. The core of an organization is the
system of beliefs and perceptions that constitute it
(Critchley, 1993). “But the limting effect of a given
paradi gm on an enpl oyee, an entrepreneur or a society can be
far reachi ng” (Hendricks, 1994, p. 44). Paradigns can make it
very difficult for organizations and individuals to see the
need for change. “...Any data that exists in the real world

t hat does not fit your paradigmw ||l have a difficult tinme
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getting through your filters. You will see little if any of
it” (Barker, 1992, p. 86).

Leaders who have struggled to the top of their
organi zations will find it very difficult to accept that the
rul es by which they played need to be fundanmentally changed.
They wi Il usually make changes to the way work is done, often
i nvol vi ng what appears to be quite major restructuring.
However, they are usually unwilling to question the
fundamental s of the organization. These fundanmental s include
the distribution of power, the principles of reward, the role
and purpose of managenent and the purpose of the organization.
These are the deep cultural patterns, routines and assunptions
of the organization which |lie at the heart of the current
paradigm (Critchley, 1993).

Par adi gnms can be thought of as a framework. |nprovenents
can take place within the framework until the limts of the
frame have been reached. At this point a change in paradi gns
needs to take place (Critchley, 1993). For an organization to
remain healthy this shift in paradignms needs to take pl ace.
“...New paradi gns are al ways energi ng because, as the world
changes, the old ones run up against situations they can’t

handl e” (Hendricks, 1994, p. 47).
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PROCEDURES

Research Methodology

The purpose of this research project was to evaluate the
institution of a power shift operating out of a newfire
station. Evaluative research was used to determne if the
change in fire departnment operations had net it’s initial
goal s. The research was al so descriptive research in that each
menber of the fire departnent was solicited for their opinion
and | evel of satisfaction related to the change process.

A review of menoranduns and a study by the fire chief was
conducted to establish what the initial change goals were.
Fire Chief Ted Paul franz was interviewed on Cctober 2, 1998.
The purpose of the interview was to assist in establishing the
reason for the change effort and the initial change goals.
Chi ef Paul franz was asked (a) why did you conduct the 1992-
1994 study on fire departnment operations, (b) what were your
goal s when you proposed the inplenmentation of a power shift of
paramedi cs operating out of a newfire station in the
Sout heast quadrant of the city, (c) what steps did you take to
reduce the organizations resistance to the change.

A literature review was conducted to gather information
in the areas of organizational change, resistance to change,

change nmanagenent and paradi gns as they relate to change.
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Fire departnent records were searched for statistical
i nformation on emergency calls from 1996 and 1997. This
informati on was conpiled and anal yzed to determne if the
response tinme and call transfer goals had been attai ned.

A survey was devel oped frominformation gathered during
the literature review (see Appendix A). The survey was
distributed to current nmenbers of the fire departnment who were
enpl oyed during the inplenmentation of the change and were not
absent fromthe departnment when the survey was conducted. The
absences were due to illness, injury, vacation or in the case
of some volunteer firefighters, not attending training
sessions nor responding to calls. OF the 29 surveys
di stributed, 24 were conpleted and returned. The survey
contai ned 13 questions consisting of one open-ended question
and 12 cl osed-ended questions. The results of the survey (see
Appendi x B) were used to ascertain the |evel of know edge
departnment menbers had in regards to the reason for the change
and the change process itself. The survey also solicited
depart ment menbers opinions on the change process, and
attenmpted to identify paradigns held by departnent nmenbers
that would add to their resistance to the change.

Assumptions and Limitations

Response tines greater than 10 m nutes were not included

in the statistical analysis when determning if 1997 response



18

times in the Sout heast quadrant were shorter than those in
1996. The number of responses with tinmes greater than 10
m nutes was 82 in 1996 and 80 in 1997. The reason these calls
were excluded is that they represented calls that a “routine
response” was used or calls that occurred during inclenent
weat her that required calls to be held for a response unit to
becone avail abl e.

The survey was distributed to all available firefighters
t hat were enployed prior to and during the first year of the
change process. The survey was intentionally short in an
attempt to have the highest possible nunber conpleted and
returned. In another attenpt to increase the number of surveys
returned the author personally distributed the survey and made
foll ow-up requests for conpletion to each work group. Even
with these neasures the nunber of surveys returned fell four
short of the number required for the 95% confidence | evel.

Definition of Terms

Power Shift - this is the two paranedic work group that
is scheduled to work from9:00 a.m to 5:30 p.m, Monday
t hrough Friday, excluding holidays.

Primary Response Personnel - those enpl oyees that are
designated to i medi ately respond to all calls for help. This
does not include chief officers, adm nistrative officers and

fire prevention personnel.



19

Routi ne Response - an inmedi ate response to a call for
hel p where respondi ng units do not use energency |lights nor
sirens and obey all normal traffic | aws.

RESULTS

Answers to Research Questions

1.Did the inplenentation of the power shift operating out

of Station 2 neet it’s initial change goal s?

The initial change goals were (1) to decrease the
response tines to calls in the Southeast quadrant of the city;
(2) to decrease the nunmber of anbul ance calls transferred to
ot her services below two percent of all 911 anbul ance
requests; and (3) to a |l esser extent, attenpt to reduce the
stress level on the 24-hour shift paramedi cs by reducing the
nunmber of calls they were responding to (T. R Paul franz,
personal communi cation, October, 1994, T. R Paul franz,
personal interview, October 2, 1998).

The first goal of decreasing the response times to calls
in the Sout heast quadrant of the city was net. The average
response tinme in 1996 to calls in the Southeast quadrant was 6
mn 24 s. In 1997, the average response tinme in this area of

the city dropped to 6 mn O s (see Table 1).



Table 1
1996 - 1997 Southeast Quadrant Response Times

M nut es 1996 1997
1 74 44
2 40 64
3 66 136
4 106 164
5 197 177
6 268 255
7 330 290
8 299 239
9 168 167
10 99 108
Total calls 1647 1644
Total response m nutes 10, 573 9886
Aver age response tinme |6 min 24 s|6 mn 0 s

*Based on calls with a response time of 10 min or |ess.

The second goal of the change was to |imt the number of
anmbul ance calls transferred to other services to bel ow 2% of
all 911 anmbul ance requests. A search of fire departnent
records reveal ed that of the 2755 anbul ance calls in 1997,
only 32 had to be transferred to other services. This
calculates out to 1% of the total anmbul ance calls being
transferred. This goal was al so net.

The |l ast goal of the change was to reduce the stress
| evel of the 24-hour shift paranmedics by reduci ng the nunber
of calls they were responding to. Since this is a subjective
goal the personnel involved would have to judge this for
t henmsel ves. Question nunber three on the survey asked the

respondents if they felt the stress |evel of paranmedics had

20
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decreased. The results of the survey were not overwhelmng in
either direction. Qut of the 24 surveys returned 10
respondents either agreed or strongly agreed that stress |evel
had decreased, six either disagreed or strongly disagreed and
a full one-third of the respondents had no opinion. In the
strictest interpretation, this goal was also nmet. The only
requi renent stated in the goal was to “reduce” the amount of
stress. Since nore respondents felt the stress |evel was
reduced than felt it wasn’t, the goal was achieved.

2. What are typical causes of resistance to change

efforts by organi zati ons?

“Resistance is a natural reaction to change. People on
the receiving end of change realize that resistance protects
them from harni (Maurer, 1996, p. 76).

The literature review identified several causes of
organi zational resistance to change efforts. These causes

i ncl ude:
| ack of communication
organi zational culture and traditions
enpl oyees feel threatened by the change
enpl oyees not allowed to have input in the process
enpl oyee i nput not seriously considered
enpl oyees don’t see the need for the change

| ack of quality | eadership.
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3. What are recomended strategies to reduce enpl oyee’s

resi stance to change, were any of the strategies used and

how effective were they?

Conventi onal responses to reduce enployee resistance
sel dom work and often lead to an increase in resistance.

Contrary to popular belief, viewi ng resistance as a wall

t hat must be destroyed is counter-productive. Traditional

met hods to defeat resistance, such as using force of

reason, mani pul ati on and power do not work - they nay
even make the gap between the two sides even bigger

(Maurer, 1997, p. 9).

“By far, the nost commonly nentioned tool that change
agents should use to mnim ze resistance i s conmuni cati ons”
(Turner, 1987, p. 64). This is true whether the change is
being initiated by an individual or a group. “Lack of
conmmuni cation sends a nmessage to staff and custonmers about how
little you value their input. It also creates a vacuum Runors
are spawned in vacuuns because people feel the need to have
sone control over their circunstances” (Guthrie, 1995, p. 62).
Communi cati on nmust be an ongoi ng process. “If there is a
single rule of comunications for l|eaders, it is this: when
you are so sick of tal king about sonmething that you can hardly
stand it, your nmessage is finally starting to get through”

(Duck, 1993, p. 111).
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Al | owi ng enpl oyees to have input in the planning and
i npl ementati on of the change is another tactic for reducing
resi stance. Common failure with this strategy are not
seriously considering input fromenpl oyees, and failure to
conmuni cate wi th enpl oyees whet her their input has been
accepted or rejected, and if rejected, the reason for the
rejection (Kirkham 1997, Coleman & Granito, 1988).

The final elenment is an essential and intrinsic conmponent
of all approaches to mnim zing resistance to change, it is
| eadershi p. The | eader of the change nust have the ability to
conmuni cate the need for the change, the process for
i npl ementing the change, and the progress of the change
process. The | eader nust solicit, accurately analyze and
appropriately utilize or reject input from enpl oyees. The
| eader needs to be committed to the process and keep it
focused until it has been institutionalized.

The second part of this question asks if any of the
identified strategi es used and how effective were they.

Very little witten docunentation could be found to
indicate that the fire departnent nembers were kept infornmed
of the need for the change or the process for inplenmenting the
change. \When asked what he did to reduce the resistance to the
change, Chief Paul franz indicated that he had spent little

time attenpting to conmuni cate the need and process to
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departnment nmenbers. “Text book approaches to reducing

resi stance to change, lay out the plan, go to the affected
people and allow themto have input, doesn’'t work in fire
departnments”. The reason being is that “...they are not

know edgeabl e about the change process and they felt that they
coul d prevent any change that they didn't like” (T. R

Paul franz, personal interview, October 2, 1998). Sur vey
guestion nunmbers 1, 2, 6 and 10 were asked to assess the
effectiveness of the communication of the change goal s and
needs.

Question one asked the respondents to identify what they
knew to be the goals of the change. The first goal seened
fairly well understood, all but two respondents properly
identified this as one of the change goals. As for the other
two stated change goals, |limting call transfers and reducing
paranmedi c stress levels, did not fare as well. Less than half
of the respondents identified that they were aware of these
two goals. This question also allowed an opportunity for
people to wite in what they perceived to be other goals of
t he change. Two individuals stated the goal was to provide
better coverage of ambul ance calls during the hours of peak
demand. The other two individuals witing in a goal felt that

t he change was nade for political reasons.
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The Sout heast quadrant of the city generated 45% of al
calls in the city in 1996 and 46% in 1997 (see Appendix C).
Survey question two assessed how well this was comunicated to
department nmenbers. Two of the four avail able answers to this
guestion could be considered correct and still only roughly
hal f of the respondents accurately identified one of these
answers.

The fire chief had tracked the frequency of calls by tinme
of day and day of week establishing a well defined pattern
(Paul franz, 1994). The response to survey question siX
identified that only 14 of the 24 respondents were aware that
this pattern had been identifi ed.

Survey question 10 specifically asked respondents if they
were made aware of the reasons for the change prior to it’'s
i npl ementation. A nere 50% of the respondents agreed that they
were aware of the reasons.

G ven the results of survey questions 1, 2, 6 and 10, it
is clear that communication was not effectively used to
expl ain the reasons for and goals of the change process.

Al l owi ng enpl oyees to have input in the process and using
their input or explaining the reasons for not using their
i nput was the other main key to reducing resistance to change.

Survey questions 11, 12 and 13 were designed to determ ne

if the enployees felt that their input was solicited and used.
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The results of the survey found that 7 of 20 respondents
agreed that they were given an opportunity to supply input
into the process. However, only 4 felt their input was taken
seriously and only 3 agreed that the reasons for not
i npl ementing their suggestions were explained to them

Agai n this approach to reducing resistance to change was
not effectively used.

4. VWhat effect did paradi gns have on the enpl oyee’s

resi stance to the change?

“I'f you' ve ever said, ‘That’'s how we’'ve al ways done it,’
you’' ve seen and stated a paradi gn’ (Hendricks, 1994, p. 46).

Survey questions 7, 8, and 9 attenpted to identify if
fire department personnel had a paradi gmregarding the
scheduling and distribution of resources, that increased their
resi stance to the change.

A vast majority of respondents (16 of 24) agreed that al
primary response personnel should work on a 24-hour shift.
This is the shift that all primary response personnel were
schedul ed on prior to the inplenentation of the power shift.
However, al nost as many respondents (14 of 24) agreed that
schedul i ng personnel during peak demand tinmes, in high cal
vol une areas, is an appropriate use of personnel.
| nvestigating this conparison further, the respondents who

agreed that all primry response personnel should work on 24-
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hour shifts, split evenly on the question about scheduling
personnel to neet high demand tinmes and areas. This even
division in the respondents explains the nearly even response
to the question of the change being successful.

Cl early departnment menbers have paradi gns that would tend
to resist this change. However, the paradigns don't appear to
be the primary source of resistance.

DISCUSSION

The literature review reveal ed that change is a necessary
part of sustained existence for individuals and organi zations
alike. “No departnent can enjoy self-determ nation wthout a
progressive diet of intelligent change” (Tehone, 1991, p. 90).
Once the chief had identified that the Southeast quadrant of
the city was producing nearly half of all the calls, it was
i ncumbent upon himto reallocate resources to neet this demand
for service. However, as Bell mn st ated,

Coming up with the ideas for change and the plan for

i mpl enment ati on, even the managenent approvals - all this

is easy in a major change effort conpared to inplenenting

t he change and making it an established way of “how we do

busi ness” (1992, p. 88).

The main difficulty that Bellmn is referring to is the

organi zation’s resistance to change.
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“Resistance is a natural reaction to change. People on
the receiving end of change realize that resistance protects
them from harni (Maurer, 1996, p. 76). The fire chief
antici pated that the change he was proposi ng woul d be resisted
by the organization (Paul franz, 1994). The survey indicated
that the main cause for the resistance was taking personnel
of f of the 24-hour shift. This change in established work
shifts was one of the “sacred treasures” that Hew tt
identified as being a cause of resistance (1996).

The literature indicated that there are two main ways to
overcone resistance to change, comrunication and utili zing
enpl oyee input. “By far, the npbst commonly nmentioned tool that
change agents should use to mnimze resistance is
comuni cations” (Turner, 1987, p. 64). Communi cations nmust not
only exist, it must be consistent and constant. “If there is a
single rule of comunications for leaders, it is this: when
you are so sick of tal king about sonmething that you can hardly
stand it, your nessage is finally starting to get through”
(Duck, 1993, p. 111).

Soliciting input fromenployees is the other main way to
reduce resistance. \Wen input is received it nust be seriously
consi dered or the person | eading the change will |ose all
credibility (Kirkham 1997). Once the input has been anal yzed

t he i ndividual providing the input needs to be infornmed
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whet her their suggestion will be used or not, and if not, why
not (Col eman & Granito, 1988).

Unfortunately, in this case, these tactics were used
sparingly, if at all, by the fire chief. *“Text book approaches
to reducing resistance to change; lay out the plan, go to the
affected people and allow themto have input, doesn’'t work in

fire departments”. The reason being is that “...they are not
know edgeabl e about the change process and they felt that they
coul d prevent any change that they didn't like” (T. R

Paul franz, personal interview, October 2, 1998).

The results of the survey also indicate that these
tactics were not used. None of the three initial change goals
the chief established were identified by all respondents.
Surprisingly, the goal the chief put the | east enphasis on,
reduci ng the stress level on the 24-hour shift paranedics, was
identified nore frequently than the goal of limting cal
transfers, by the respondents. Even the statistical
information the chief had conpiled, the percentage of calls
occurring in the southeast quadrant and the pattern of calls
by time of day and day of week, had obviously not been well
comuni cat ed.

Clearly the majority of respondents to the survey did not

feel that their input was wanted, seriously considered, nor

were they given a reason for it not being used.
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Unfortunately the chief appears to have done what Maurer
war ned not to do.

Contrary to popular belief, viewi ng resistance as a wall

t hat must be destroyed is counter-productive. Traditional

nmet hods to defeat resistance, such as using force of

reason, mani pul ati on and power do not work - they nmay
even make the gap between the two sides even bigger

(1997, p. 9).

“The di fference between a successful innovation and an
unsuccessful attenpt to innovate quite often lies in the
capabilities (or lack of them of managenent personnel within
a particular fire departnent” (Coleman & Granito, 1988, p.
412). This appears to be the case in this change process. The
| eader’s failure to effectively include all nmenbers of the
departnment in the planning and inplenentation of the change
process significantly increased the resistance to the change.

Par adi gnms do exist in the fire departnent. “A paradigmis
a set of rules and regulations (witten or unwitten) that
does two things: (1) it establishes or defines boundaries; and
(2) it tells you how to behave inside the boundaries in order
to be successful” (Barker, 1992, p. 32). The firefighters
identified through the survey that they have a paradi gm about
schedul i ng personnel. AlIl but four of the respondents agreed

that all primary response personnel should be schedul ed on 24-
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hour shifts. However, the response to survey question 2, where
nmore than half of the respondents agreed that scheduling
personnel during peak demand times in high call volume areas
was appropriate, tenpers the weight given to this paradi gm as
it relates to the resistance to the change.

Par adi gns played a role in the resistance to the change
process, but they were not a major contributor. Clearly the
mai n source of resistance with this change process was the
| ack of conmuni cati on.

Al t hough the statistical goals of the change were net,
the human el enents of the process have not been successful.
This could develop a form of resistance in the departnent that
Lesser and Spi ker (1995) refer to as “malicious conpliance”.
The malicious conpliance people say that they are going al ong
with the new approach, but covertly underm ne the change.
Since the fire departnent personnel are being forced to conply
with the change they nmay | ook for other ways to rebel. This
may be in the formof an attenpt to sabotage this process or
the frustration may be diverted to another project. The worst
possi bl e outcome woul d be the personnel taking out their

frustrations on the citizens, our custoners.
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RECOMMENDATIONS

VWil e these recommendations are directed to the Edina
Fire Departnent, the situation is not unique to Edina.
Therefore, the recommendati ons can be used by ot her agencies
in simlar circunstances.

1. Communicate the reasons that the change is needed.

There is plenty of information available to justify the
need for a change in operations. Distributing this informtion
is long overdue and should assist in reducing the resistance
by replacing runors and gossip with facts.

2. Solicit input from affected employees.

Now t hat a year has passed since the inplenmentation of
t he change process the enpl oyees will have many suggestions on
how to inprove it. A great deal of coaxing may be needed to
get enpl oyees to participate. Many of them have indicated that
their suggestions were not handl ed properly during the initial
change process.

3. Provide feedback on the input received from employees.

It is critical to reestablish credibility in the process
of involving enployee’s input in the process of change. The
only way to do this is to seriously consider all suggestions
that are received. OF course, not all the suggestions wll be
wor kabl e, and the reasons for not inplenenting any suggestion

must be conmuni cated to the person making the suggestion.
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4. Establish new change goals.

After considering the input fromall personnel a new set
of change goals need to be established. These goals need to
have specific and neasurabl e objectives, that will be
evaluated within a specified tinme frane.

5. Reevaluate the change process periodically until the
organization is ready to institutionalize the change.

This periodic evaluation of the change process w ||
assist in identifying emerging areas of concern so they can be
addressed prior to becom ng maj or obstacles. Through this
process the | eader will be able to identify when the
organi zation is prepared to make this change “the way we do
busi ness”.

Closing Comments

Readers who are attenpting to replicate this process by
eval uati ng a change process in their organization should use
the foll ow ng steps.

1. Identify the original problemor situation that
necessit at ed t he change and the initial change goals.
2. Conpare the present state of the process against the
initial change goal s. Renmenber, achieving statistical
goal s does not necessarily nean the change process was

successful .



Real i ze that resistance to change is natural and try to
determ ne the source of the resistance.

Determi ne if the comrunicati on process was effective in
inform ng the affected enpl oyees of the need for the change
and the process that will be used to institute the change.
Determne if the enployees were given an opportunity for
input, if the input was seriously considered, and if the
enpl oyees were informed about the reasons for accepting or
rejecting their input.

Dependi ng upon the results of your findings you may have to
fine tune your process or, in nore severe cases, the entire

process may need to be repeated.
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APPENDIX A
Power Shift / Station Two Survey

1. To your know edge, what are the goals for operating the
Power Shift out of Station Two? (place an X next to al

t hat apply)

Decrease response tinmes to calls in the southeast
guadrant of the city.

Decrease the nunmber of anbul ance calls transferred to
ot her services below 2%f all 911 anbul ance requests.
Reduce the stress |level on the twenty-four hour shift
paranedi cs by reducing the nunmber of calls they were
respondi ng to.

Ot her reasons. (list bel ow)

2. O all the emergency calls in the city, approxinmtely what
percentage of calls occur in the southeast quadrant of the
city?

_ 30% __40% __50% __60%
For questions #3 - #13 the phrase “the change” refers to the
Power Shift operating out of Station Two. Please circle the
answer that best represents your opinion on the question using
the foll ow ng guide.

SA = Strongly Agree

A = Agree

N O = No Opinion

D = Di sagree

SD = Strongly Disagree

3. The change has net the goal of decreasing response tines
to calls in the southeast quadrant of the city?

SA A N O D SD
4. The change has nmet the goal of decreasing the nunber of
anbul ance calls transferred to other services bel ow 2% of

al | 911 anmbul ance requests.

SA A N O D SD
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5. The change has net the goal of reducing the stress |evel
on the twenty-four hour shift paranedics by reducing the
number of calls they were responding to.

SA A N O D SD
(I'f you listed other goals in your answer to question #1 |ist
them on the back of this page and indicate to what |evel you
feel they were net.)

6. A well defined pattern has been identified that indicates
frequency of enmergency calls in the City of Edina by the
time of day and day of week.

SA A N O D SD

7. Al primary response personnel should work on twenty-four
hour shifts.

SA A N O D SD

8. Scheduling primary response personnel during peak demand
times and in high call volunme areas is an appropriate use
of per sonnel .

SA A N O D SD

9. The change of operating the Power Shift out of Station Two
was successful .

SA A N O D SD

Answer questions #10 - #13 only if you were enployed by the
Edina Fire Departnent prior to the inplenmentation of the
change.

10. The reasons for the change were explained to me prior to
it’s inplenmentation.

SA A N O D SD

11.1 was given an opportunity to coment on the change and
make recomendations for nodifying the change.

SA A N O D SD
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12. My comments or reconmendati ons were taken seriously by the
fire departnment and city adm nistration.

SA A N O D SD

13. My comments or recommendations were either inplenmented or |
recei ved an explanation as to why they were not used.

SA A N O D SD
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APPENDIX B
Results of Power Shift / Station Two Survey

1. To your know edge, what are the goals for operating the
Power Shift out of Station Two? (place an X next to al

t hat apply)

22 Decrease response tines to calls in the southeast
quadrant of the city.

10 Decrease the nunmber of anbul ance calls transferred to
ot her services below 2% of all 911 anbul ance requests.

11 Reduce the stress level on the twenty-four hour shift

paramedi cs by reducing the nunber of calls they were

respondi ng to.

Ot her reasons. (list bel ow)

[

=

To provide a better coverage during busy hours.

2. Political reasons?

3. A political move to lull the former city manager

into thinking we could do more with less and that we

are trying to be proactive in response to our
increasing call numbers.

4. Staff an ALS ambulance in S.E. quadrant during peek

[sic] demand times 5 days a week.

2. O all the enmergency calls in the city, approxi mately what
percentage of calls occur in the southeast quadrant of the
city?

1 30% 5 40% 8 50% 10 60%
Comments:
1. 45%
2. 42%°
3. 60%+

For questions #3 - #13 the phrase “the change” refers to the
Power Shift operating out of Station Two. Please circle the
answer that best represents your opinion on the question using
the foll ow ng guide.

SA = Strongly Agree

A = Agree

N O = No Opinion

D = Di sagree

SD = Strongly Disagree
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3. The change has net the goal of decreasing response tines
to calls in the southeast quadrant of the city?

SA A N O D SD

2 14 3 -] 0

Comments:

1. Only 8 hours a day.

2. #1 When they are there. #2 Has not changed during weekend,
night, holidays.

3. Agree very slightly

4. Many complaints from citizens after 17:30. They think the
station is a 24 hour station near them.

4. The change has nmet the goal of decreasing the nunber of
anbul ance calls transferred to other services bel ow 2% of

al | 911 anbul ance requests.
SA A N O D SD
_2 _4 11 _6 _1
Comments:

1. Does not change # [sic] of personel [sic] outside the “day
time response”.

2. More a result of increasing # [sic] of paramedics avail
[sic] to staff additional vehicles.

3. Not sure.

5. The change has net the goal of reducing the stress |evel
on the twenty-four hour shift paranedics by reducing the
number of calls they were respondi ng to.

SA A N O D SD
_1 9 _8 -5 _1
Comments:
1. The change reduced some stress and increased/created other
stresses.

2. See written notes on answer for #3 (#1 When they are
there. #2 Has not changed during weekend, night, holidays.)

(If you listed other goals in your answer to question #1 |ist
them on the back of this page and indicate to what |evel you
feel they were net.)
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Comments: (only comment was for “other reason #1)

1. The coverage is only good during business hours which does
not change much because we are short staffed after business
hours. There was no future thought to using the station as a
24 hr. station or to meet any change or movement in staffing.
We are a fire dept. and there should be a crew at sta. 2 who
can take fire alarms which account for a large percentage in
the city.

6. A well defined pattern has been identified that indicates
frequency of enmergency calls in the City of Edina by the

time of day and day of week.
SA A N O D SD
_2 12 _4 _6 0
Comments:

1. I have seen that the calls or pattern of calls were wrong
and have changed.

2. Data is not current. We need to addapt [sic] with the
changes in patterns & frequency.

7. Al primary response personnel should work on twenty-four
hour shifts.

SA A N O D SD
9 1 _4 3 1
Comments:
1. Agree if this question means to change the power shift to
24 hrs.
2. At least on shifts together, not small, unique, segregated
shifts.

3. More coverage by same ammount [sic] of people. 56 hrs
rather than 40 hr/week.

8. Scheduling primary response personnel during peak demand
times and in high call volune areas is an appropriate use
of per sonnel .

SA A N O D SD

3 11 _1

oo

_1



Comments:
1. Need to review cost benefit effects.

2. But if you can get the personnel for 16 more hours, why
not?

9. The change of operating the Power Shift out of Station Two
was successful .

SA A N O D SD
1 _8 1 9 3

Comments:

1. Agree and disagree. But see answers (written) to questions
#3. (#1 When they are there. #2 Has not changed during
weekend, night, holidays.)

Answer questions #10 - #13 only if you were enployed by the
Edina Fire Departnment prior to the inplenentation of the
change.

Note: 20 personnel responded to this set of questions.

10. The reasons for the change were explained to me prior to
it’s inplenmentation.

SA A N O D SD

0 10 1 _6 _3
11.1 was given an opportunity to coment on the change and
make recomendations for nodifying the change.

SA A N O D SD

1 _6 2 9 2

12. My comments or reconmendations were taken seriously by the
fire departnment and city adm nistration.

SA A N O D SD

_0 _4 9 _4 3



recommendati ons were either inplenented or

13. My coments or
| received an explanation as to why they were not used.

SA A N O D SD

0 3 _6 _6 S

Comments:
1. A. Some were implimented [sic] B. Those that wernt [sic]

were not explained, previous chief lacked quality

communication skills.
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APPENDIX

Cc

1996 - 1997 Distribution of Calls

50%
45% -
L 40% A
S 35% WM1996 m1997
30%
5 25% -
o 20% -
g 15% A
S 10% A
© 5%
& 0% A ; ; ; = |
S. E. N. E. S. W N. W. Out
Quad Quad Quad Quad of
City
Locati on of Cal
1996 1997
S. E. Quadrant 1777 1787
N. E. Quadrant 709 686
S. W Quadrant 599 608
N. W Quadrant 784 753
Qut of City 51 54
Tot al 3888 3917
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